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Dear  Colleagues  in  Education: 

The  School  Committees'  Leadership  in  School  Reform  program  is  a 
joint  venture  of  the  Massachusetts  Department  of  Education  and 
the  Massachusetts  Association  of  School  Committees.   This  ongoing 
program  brings  together  two  members  from  each  of  65  competitively 
selected  school  committees  to  focus  on  the  role  of  school 
committees  in  providing  leadership  in  their  districts,  as  schools 
are  addressing  the  challenge  of  implementing  the  Massachusetts 
Education  Reform  Act  of  1993.   This  booklet,  Volume  1,  presents 
highlights  of  the  Colloquia  series  held  in  1994. 

The  School  Committees'  Leadership  in  School  Reform  program  has 
enabled  participating  school  committee  members  to  engage  in 
discussions  at  four  Colloquium  sessions  this  year.   In  addition, 
some  members  elected  to  participate  in  Working  Group  sessions 
that  were  held  between  Colloquia  and  that  enabled  small  groups  of 
individuals  to  discuss  issues  raised  at  the  Colloquia  in  greater 
depth  and  to  share  ideas  regarding  effective  practices  and 
strategies. 

The  wisdom  and  insights  of  the  Colloquium  presentations  that  are 
summarized  in  this  booklet  may  be  useful  to  policy  makers  and 
educators  as  they  consider  their  own  approaches  to  policy 
development  and  educational  leadership.   A  companion  booklet, 
Volume  2:      School   Committees'   Leadership  in  School   Reform: 
Documentation  of  the  Working  Group  Sessions,    provides  highlights 
of  the  Working  Group  Sessions  and  suggests  questions  that  school 
committee  members  may  want  to  explore  as  they  examine  the  new 
opportunities  presented  with  Education  Reform. 

I  hope  you  find  this  booklet  useful  and  interesting  as  you  work 
in  your  communities  to  strengthen  teaching  and  learning. 

Sincerely, 


'~fate4-u(Z 


Robert  V.  Antonucci 
Commissioner 
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REINVENTING  THE  WHEEL:    AN  EXAMINATION  OF  SCHOOL  BOARD 
GOVERNANCE  IN  TERMS  OF  NEW  DYNAMICS 


HOWARD  M.  O'CULL,  Executive  Director  of  West  Virginia 

School  Boards  Association 

THEME 

School  committees  need  to  be  proactive  in  restructuring  their  governance. 

HIGHLIGHTS 

Why  is  restructuring  necessary? 

In  a  climate  of  uncertainty,  the  current  governance  structure  is  ill-equipped  to 
respond  to  global  demands,  state  concerns,  and  local  issues  and  problems. 

School  committees  are  involved  in  too  many  administrative  functions  which  get 
in  the  way  of  policy  development.  Policy  is  not  the  rules  in  a  policy  book;  rather, 
it  is  the  vision,  goals  and  mission  of  the  schools.  * 

School  governance  must  discover  ways  to  reach  out  to  and  address  the 
concerns  of  the  "people  on  the  margins"  (those  citizens  who  do  not  have  children 
in  schools). 


I. 


Traditional  or  Hierarchical  Model  of  Governance 


environment 


* 

•  * 

*  * 


********* 
•     |  * 


school  committee 
administration 


*  * 

*************** 

*  * 

*  * 

********************* 


Chart  1 


*  For  a  definition  of  terms  used  in  this  chapter,  refer  to  page  5. 
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The  Traditional  or  Hierarchical  Model  of  Governance  presents  problems  in 
communication,  flexibility,  and  ability  to  adapt  to  changing  needs.  The  school 
administration  is  in  control  of  the  flow  of  information.  This  model  expresses  itself 
through  rules  and  regulations.  Under  this  model,  school  committees  often 
become  involved  in  micromanagement  because  their  only  source  of  information 
is  the  administration.  They  are  dependent  upon  the  superintendent  for  most  of 
their  information  and  data. 


II. 


Adaptive  Model  of  Governance 


Chart    2 


The  Adaptive  Model  of  Governance  is  future  oriented  because  it  encourages 
the  development  of  values,  vision,  mission  and  policy.  It  facilitates 
communication  with  and  responsiveness  to  the  environment.  This  model 
expresses  itself  through  longitudinal  thinking  and  proactive  planning. 


In  this  model,  the  remedy  for  micromanagement  is  oversight  and  monitoring. 
School  committees  receive  information  from  many  sources.  They  are  able  to 
determine  the  information  they  need  to  provide  oversight  and  monitoring.  They 
intervene  in  the  system  only  when  there  is  dysfunction  based  upon  broad 
sources  of  formal  and  informal  information.  Micromanagement  by  exception 
becomes  a  way  to  insure  accountability  and,  as  such,  is  a  source  of  school 
committee  power. 
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The  relationship  between  the  school  committee  and  the  superintendent  in  the 
Adaptive  Model  will  be  enhanced  through  an  appreciation  of  new  roles:  the 
superintendent  will  share  informational  power  and  the  school  committee 
members  will  become  educational  leaders. 

III.  The  Policy  Board  Concept  in  Value-Based  Governance 

In  a  Policy  Board  concept,  a  policy  board  builds  the  infrastructure  and  processes 
for  engaging  teachers,  administrators  and  community  members  in  developing  the 
vision,  mission  and  goals  for  the  school  district.  These  statements  become  the 
Ideals  Framework  upon  which  policy  is  based. 

Policy  Manual:  The  district's  Policy  Manual  is  a  collection  of  25-30  Statements 
of  Values  or  Operating  Principles  which  are  consistent  with  and  based  upon  the 
Ideals  Framework.  These  policy  guidelines  are  different  from  the  specific 
administrative  rules,  regulations  and  procedures  which  might  be  in  the  district's 
employee  and  parent  handbooks. 

Monitoring  and  Oversight  of  Policy  Implementation:  In  this  concept,  the 
school  committee,  with  input  from  the  administration,  creates  a  feasible  timeline 
for  assessing  a  policy.  Informal  and  formal  data  are  requested  from  various 
sources.  The  school  committee  also  reviews  administrative  rules  and  regulations 
to  ensure  they  are  in  keeping  with  the  district's  Policy  and  Ideals  Frameworks. 

Intervention:  On  rare  occasions,  the  school  committee  may  "delve  into  the 
system."  It  may  direct  the  administration  regarding  the  implementation  of  Policy 
or  Ideals  Frameworks.  It  may  also  direct  the  administration  to  make  a  "mid- 
course  correction"  in  response  to  formal  and  informal  feedback. 

Policy    Review:      Policy   needs  to  be   reviewed    regularly   to  determine    if 
implementation  is  moving  the  school  district  closer  to  its  vision,  mission  and 
goals.   There  may  be  occasions  when  the  school  committee  needs  to  create  a 
policy  in  isolation,  without  running  it  through  the  infrastructure.    This  practice, 
however,  should  be  the  exception. 

Responding  to  Changing  Needs:  The  Ideals  Framework  needs  to  be 
reevaluated  periodically  to  determine  if  the  school  district  is  keeping  pace  with 
and  anticipating  changing  internal  needs.  This  future  orientation  enables  the 
school  district  to  be  proactive  and  responsive  in  its  planning  and  implementation. 
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POLICY  BOARD  CONCEPT 

A  Continual  Process  of  Renewal  through  Value  Based  Governance 


Step  1:   Set  up  the  infrastructure  for 
developing  the  IDEALS  FRAMEWORK. 


Step  5:   Revise  the  IDEALS 

FRAMEWORK  in  response  to  changing  needs. 


/ 


Step  2:    Develop  the  district's  VISION 
MISSION  and  GOALS  in  collaboration 
with  educators  and  community 
representatives. 


\ 


Step  4:   Through 

OVERSIGHT  and 

MONITORING,  make 

adjustments  in  response  to  assessment.    In  unusual 

circumstances,  INTERVENTION  may  be  necessary. 


Step  3:    Engage  in  Value-Based  POLICY 
FORMATION  which  reflects  the  IDEALS  of 
the  district's  VISION,  MISSION,  and 
GOALS. 


Chart  3 


Change  brings  conflict  and  confrontation.  However,  if  education  is  to  become 
more  accountable,  adaptive,  and  responsive,  this  change  is  necessary.  Change 
will  be  incremental.  To  boost  morale  and  energy,  we  will  need  to  declare  victory 
often.  Through  a  gradual,  evolutionary,  proactive  process  of  clarifying  the  school 
committees'  new  niche  in  governance,  educational  leadership  can  and  will  be 
redefined  for  the  21st  century. 
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DEFINITIONS 

The  following  common  definitions  relate  to  school  board  governance: 

ADAPTIVE  (OR  INTEGRATIVE)  MODEL.  A  school  governance  model  in  which  the  various 
constituent  parts  are  more  closely  integrated  than  in  a  hierarchial  system.  Under  this  model,  the 
school  board  represents  the  system's  aspiration  for  governance,  which  is  expressed  in  the  board's 
infrastructure  and  acquired  power.  An  integrative  system  relies  heavily  upon  the  environment  for 
support  and  progress. 

BEHAVIOR.  Actions  that  are  undertaken  by  constituent  groups  which  have  impact  upon  the  system 
and  which  may  be  observed  objectively. 

CONSISTENCY.  A  board  quality  or  result  which  aids  and  assists  in  objective  decisionmaking, 
especially  given  similar  issues  or  concerns  for  which  identical  or  equal  results  are  desired. 

DATA-BASED  DECISIONMAKING.  Decisionmaking  that  is  based,  to  a  large  degree,  upon  research 
and  study.  Such  decisionmaking  may  be  used  to  justify  certain  board  actions  or  to  corroborate 
behavior.    Data-based  decisionmaking  is  largely  objective. 

END.  (1)  An  overall  aim  (or  aims)  to  be  achieved  by  the  school  board  or  school  district,  ideally 
based  upon  vision  and/or  board  infrastructure.  (2)  The  term  also  may  mean  the  aim  of  a  particular 
board  endeavor  of  objective.    Board  governance  properly  is  directed  towards  "ends." 

ENVIRONMENT.  Also  referred  to  as  the  "community."  The  environment  is  the  very  rich,  complex 
interaction  of  system  constituencies,  including  interest  groups,  parents  and  others.  The  system  must 
interface  with  the  environment. 

FOCUS.  A  process  whereby  a  school  board  clearly  and  sharply  orients  attention  and  energies  in 
order  to  advance  its  vision,  continually  achieve  its  purpose,  and  promote  values. 

HYPERRESPONSIVE.  A  state  or  condition  in  which  the  board  may  repeatedly  respond  to 
constituent  requests,  without  allowing  the  system  or  its  structures  to  address  such  requests  or  rectify 
problems.    Such  action  minimizes  the  board's  role. 

INFRASTRUCTURE  (ALSO  CALLED  "POLICY").  The  fundamental  framework  under  which  a 
school  board  operates.    Minimally,  it  includes  these  components: 
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(1)  Vision  Statement.  A  statement  (or  statements)  describing  the  "future"  to  be  created 
or  the  qualities  to  be  achieved  by  the  school  system,  particularly  with  students  or 
schooling  in  general. 

(2)  Mission  Statement.  A  statement  declaring  what  the  school  system  is  to  accomplish, 
what  it  does,  or  is  about.    It  is  based  on  the  school  board's  "vision"  for  the  system. 

(3)  Goals.  Results  the  school  board  has  set  out  to  achieve,  often  doing  so  through  a 
series  of  specified  means  or  objectives. 

(4)  Policy.  The  primary  means  by  which  the  school  board  declares  and  interprets  its 
governance  values. 

(5)  Oversight  and  Monitoring.    Specific  procedures  or  information  the  district  board  of 
education  receives  or  utilizes  to  evaluate  system  effectiveness  in  reaching,  especially, 
district  goals  and  objectives.   Monitoring  and  oversight  also  may  alert  the  board  to  the 
efficacy  of  the  infrastructure. 

INTERVENTION.  A  condition  that  occurs  when  the  board  overtly  interjects  itself,  for  well-stated 
reasons,  into  the  operation  of  the  school  system  or  a  part  of  it.  Usually,  the  nature  and  duration  of 
the  intervention  are  declared  by  the  board. 

LEADERSHIP.  The  ability  of  school  boards,  based  in  some  parts  on  individual  members'  focus  and 
contributions,  to  provide  direction  and  purpose  for  the  school  district,  especially  in  terms  of  collective 
leverage. 

LEVERAGE.  The  ability  of  a  school  board  to  bring  about  results  it  wishes,  especially  political 
accountability,  through  reliance  upon  many  factors  and  processes  such  as  policy,  networking,  and 
governance. 

MEAN.   The  "way"  or  "ways"  to  achieve  a  result.    Means  most  often  are  administrative. 

MODEL.  A  means  by  which  to  examine  how  certain  system  structures  operate,  especially  as  can 
be  observed  through  replicable  behaviors,  actions,  and  dynamics. 

POLITICAL  ACCOUNTABILITY.  The  means  by  which  the  school  board  brings  environmental  or 
community  leverage  to  bear  upon  the  school  system,  especially  to  achieve  quality  or  procure 
leverage  over  the  system. 
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POLITICAL  DECISIONMAKING.  Decisionmaking  that  is  based  largely  upon 
subjective  factors.    It  may  lead  to  inconsistency. 

QUALITY.  The  state  or  condition  in  which  board  values  have  been  achieved  to 
an  ideal  or  optimal  degree,  especially  in  terms  of  system  results.  Quality  most 
often  is  measurable. 

RESULT.  A  state  or  condition  that  will  be  reached  when  a  desired  objective  of 
the  school  board  has  been  attained. 

ROLE.  The  process  whereby  the  system  acquires  acknowledgement  and 
agreement  in  regard  to  duties  and  functions  of  constituent  groups,  particularly 
the  school  board  and  superintendent. 

STRUCTURE.  A  specific  means  by  which  the  school  district  has  organized 
itself,  i.e.,  school  boards,  or  administrations.  The  term  is  far  more  inclusive, 
however,  relating  to  all  aspects  of  the  system. 

TRADITIONAL  (OR  HIERARCHICAL)  MODEL.  A  governance  model  which 
relies  upon  traditional  or  bureaucratic  notions  of  governance.  Under  this  model, 
the  school  board  often  may  be  seen  as  the  "apex"  of  the  system. 

VALUE.  A  result  the  board  believes  in  strongly  and  is  willing  to  use  its  leverage 
to  achieve.  An  example  might  be  "equity."  Values  are  integral  to  infrastructure. 


Note:    Copyright  1994  W.  Va.  School  Boards  Association,  Howard  M.  O'Cull. 
All  Rights  Reserved. 
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EDUCATIONAL  POLICY  MAKING 

TOM  LOVELESS,  Assistant  Professor 
Kennedy  School  of  Government,  Harvard  University 


I.    NEW  PERSPECTIVES  ON  POLICY  MAKING 

THEME 

School  committee  policy  can  provide  direction  for  the  school  district  when  it 
describes  values,  a  vision,  missions  and  goals  of  the  school  system  that  are 
linked  to  the  improvement  of  teaching  and  learning. 

HIGHLIGHTS 

School  systems  have  three  categories  of  tasks: 

1.  Political    Tasks:       relationships    with    the    community;    to    be 
undertaken  by  the  School  Committee 

2.  Administrative  Tasks:    managing  resources  and  information;  to 
be  undertaken  by  the  superintendent  and  administrators 

3.  Teaching  and  Learning  Tasks:   direct  service  to  students;  to  be 
undertaken  by  the  teaching  staff 

Each  type  of  task  is  accompanied  by  distinct  perspectives  and  approaches.  The 
organizational  cultures  that  get  built  around  each  of  the  district  tasks  will  be 
different.  Each  group  responsible  for  one  task  blames  any  failures  of  the  district 
on  the  "others."  Too  often,  the  three  groups  do  not  value  one  another  and  do 
not  communicate  and  link  their  tasks. 

A  positive  aspect  of  the  isolation  and  buffering  is  that  it  makes  solving  problems 
and  promoting  change  difficult.  It  is  possible  to  "fix"  one  part  and  not  impact  the 
other  two. 

The  challenge  is  to  link  policy  to  the  improvement  of  teaching  and  learning  in  the 
classroom.  This  linkage  occurs  when  the  school  board,  administrators,  and 
teachers  are  all  working  toward  the  same  vision,  mission  and  goals. 
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A  "policy  making  orientation"  involves  providing  direction  through  core  values, 
vision,  mission  and  goals.  This  concept  views  policy  as  negotiated  and  non- 
static.  This  concept  does  not  view  policy  as  the  writing  of  "rules"  or  the 
documentation  of  precedent. 

II.   SCHOOL  COMMITTEES  AND  EDUCATIONAL  POLICY 

THEME 

Policy  domains  are  linked.  School  committees  need  to  consider  how  change  in 
one  domain  will  impact  other  domains. 

HIGHLIGHTS 

In  the  20th  century,  school  committees  have  had  greater  power  and  control  in 
the  policy  domains  of  curriculum,  assessment,  and  management  and  less 
influence  in  the  instructional  and  political  domains.  Over  the  past  twenty  years, 
this  power  has  eroded  further  by  the  growing  influence  of  organized  teachers, 
organized  parents,  and  the  state  and  federal  government.    (See  Chart  4.) 

Policy  domains  are  not  discreet.  A  policy  decision  in  one  domain  will  spill  over 
and  impact  other  domains.  For  example,  a  change  in  a  school  district's  policy 
on  "ability  grouping"  would  influence  instructional  practices;  curriculum  selection 
and  implementation;  types  of  assessment  tools;  classroom  management  and 
organization  for  instruction;  and  parental  and  community  reactions. 


In  Georgia,  kindergarten  students  were  tested  for  entry  into  first  grade. 
If  they  did  not  meet  standards,  they  were  not  promoted.    In  1988, 
one-eighth  of  the  state's  kindergartners  repeated  kindergarten  due  to  low 
test  scores.     The  parents  objected  and  the  state  Board  of  Education 
dropped  the  policy  in  1989. 

With  the  passage  ofSB813  in  California  in  1983,  the  state  adopted  its  first 
standards  for  high  school  graduation,  which  included  a  requirement  of  two 
years  of  math.  Numerous  districts,  in  order  to  appear  supportive  of 
reform,  raised  their  existing  2  year  requirement  to  4  years.  These 
expanded  requirements  created  a  shortage  of  math  teachers  and  an 
oversupply  of  shop  and  home  economics  teachers.    The  intent  of  the 
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legislation,  which  was  to  mandate  more  rigorous  math  programs,  resulted 
in  the  emergence  of  courses  like  "Shop  Math"  and  "Math  and  Clothing." 

California's  SB813  also  mandated  an  extension  of  the  instructional  day. 
Because  passing  time  was  part  of  the  school  day,  many  districts 
lengthened  passing  time  rather  than  becoming  involved  in  potentially 
lengthy  labor  negotiations  over  instructional  time. 

The  challenge  is  to  develop  cohesive  reform  strategies  that  recognize  the 
complex,  interrelated  web  of  policy  domains. 

Educational  reforms  can  have  positive  results: 

t  Test  scores  have  improved  in  California  since  the  state  enacted  its 
1983  reforms. 

t  Chapter  I  initiatives  have  resulted  in  steadily  improving 
achievement  scores  among  minority  students  since  1965. 

t  There  was  a  fear  that,  in  the  42  states  that  have  instituted  tougher 
standards,  drop-out  rate  would  increase;  however,  dropout  rates 
have  been  declining. 

How  has  the  Massachusetts  Reform  Act  changed  the  relationships  among 
stakeholders? 

In  the  management  domain,  there  has  been  a  power  shift  from  the  school 
committee  and  superintendent  to  the  school  level.  In  the  broad  policy  domain 
of  teaching  and  learning,  instruction,  curriculum,  and  assessment  are 
increasingly  being  influenced  by  state  and  national  standards. 

There  will  be  a  period  of  chaos  as  patterns  of  behavior  change  and  new 
coalitions  develop.    There  is  no  prescription  for  how  roles  will  evolve  as  each 
school  district  makes  adjustments  and  refinements  in  response  to  problems  and 
issues. 

It  is  important  to  include  all  of  the  stakeholders  and  the  constituents  in  this 
evolutionary  process.  It  is  a  good  idea  to  have  broad  based  representation  on 
committees  and  study  groups,  such  as  the  district  curriculum  committee  and  the 
technology  planning  committee. 

10 
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The  School  Councils  that  are  mandated  by  the  Education  Reform  Act  will  develop  school 
improvement  plans  as  required.  However,  these  plans  will  be  more  effective  in  promoting  school 
improvement  if  the  school  committee  uses  its  power  to  provide  direction  and  parameters  through 
district  goals.  In  addition,  school  committees  can  use  their  role  of  on-going  information  gathering  and 
assessment  to  help  to  balance  the  impact  of  the  various  policy  domains  and  keep  the  district  "on 
track." 


11 
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III.   PARAMETERS  OF  POLICY:    THE  FINAL  CHAPTER 

THEME 

School    committees    need    to    develop    effective    policy    and    refrain    from 
micromanagement. 

HIGHLIGHTS 

What  are  the  characteristics  of  effective  policy? 

Effective  policy: 

▼  Supports  the  attainment  of  district  goals,  both  short  and  long  term 

▼  Is    congruent    with    district    policy    as    a    whole,    rather    than 
contradictory 

▼  Includes  input  from  all  major  stakeholders 

▼  Identifies  parties  responsible  for  tasks 

▼  Includes  criteria  for  determining  success  or  failure 

▼  Stipulates  a  review  process  so  that  the  policy  is  continuously  fine- 
tuned  in  accordance  with  its  performance 

Contradictions  often  arise  when  governing  boards  respond  to  individual  crises 
instead  of  building  policy  as  part  of  a  coherent  vision. 

What  differentiates  policy  from  micromanagement?  Where  does  the  policy 
role  of  the  school  committee  end  and  that  of  the  school  superintendent 
start? 

The  policy  role  differs  from  micromanagement  in  that: 

▼  Policy  stakes  out  the  general  parameters  within  which  the  district 
goals  will  be  accomplished. 

▼  Policy  allows  managers  to  function  as  professionals  who  are  policy 
implementers  whose  judgment  is  valued. 

t         Policy  allows  managers  enough  discretion  to  shape  action  plans 
that  are  successful. 
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▼  Policy  assumes  an  emphasis  on  the  long  term  perspective,  leaving 
the  solution  of  daily  crises  to  administrators.  School  committees 
that  are  bogged  down  in  daily  crises  should  consider,  with  their 
superintendents,  instituting  sound  crisis  management  strategies 
that  free  up  the  committee  and  the  superintendent  to  do  their  jobs. 

▼  Policy  makes  it  clear  to  superintendents  the  standards  to  which 
they  will  be  held  accountable  when  they  are  evaluated  on  their 
performance. 

Two  Examples  of  Policy: 

(A)      The  Selection  of  Instructional  Materials 

The  following  outline  provides  considerations  that  school  committee  members 
may  want  to  use  in  developing  policy  guidelines  for  the  selection  of  instructional 
materials. 

I.        Statement  of  Purpose:   Describe  why  the  Instructural  Materials  policy  is 
important  and  how  it  fits  the  district's  short  and  long  term  goals. 

II.         Criteria  for  Selection:    Suggest  the  important  questions  that  must  be 
asked  in  selecting  high  quality  materials: 

1.  Do  the  materials  fit  with  the  state  frameworks? 

2.  Do  the  materials  meet  the  needs  of  the  district? 

3.  Do  the  materials  allow  for  the  development  of  critical  thinking  skills, 
provide  for  both  group  work  and  independent  practice,  and  include 
assessment  tools?   (assuming  these  are  priorities  in  the  district's 
goals) 

4.  Do  the  materials  meet  legal  and  ethical  requirements? 

5.  Do  the  materials  engage  students? 
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III.  Selection  Process:  Provide  a  broad  outline  of  how  tasks  will  be 
accomplished,  including  who  will  select  materials  and  a  timeline  for  the 
selection  process.   This  outline  could  include:  include: 

1.  Procedure  for  a  wide  search  of  possible  materials 

2.  Price  quotation  and  budgeting  processes 

3.  Pilot  projects  with  narrowed  list  of  materials 

4.  Consideration  of  subject  content  differences 

5.  Establishment  of  a  Material  Selection  Panel:    representation  and 
inclusion 

6.  Training  of  Selection  Panel 

7.  Legal  and  ethical  requirements  of  the  process 

8.  Complaint  process  and  provision  for  public  display  of  materials 

9.  Procedure  for  future  review  of  materials 
10.       Timeline  for  all  activities 

(B)      District  Professional  Development  Policy 

Background  Information:  The  Massachusetts  Reform  Act  stipulates  that  all 
school  districts  will  adopt  and  implement  professional  development  plans  for 
principals,  teachers,  and  other  professional  staff;  update  the  plans  annually;  and 
set  forth  a  budget  for  professional  development  within  the  confines  of  the 
foundation  budget.  The  plans  must  include  training  in  teaching  curriculum 
frameworks,  participatory  decision-making,  parent  and  community  involvement, 
and  training  for  school  councils. 

The  following  model  is  a  composite  of  school  committee  members'  suggestions 
for  elements  that  could  be  addressed  in  a  framework  for  developing  the  district's 
professional  development  plan. 

I.        Statement  of  Purpose:     Describe  why  professional   development  is 
important  and  how  it  fits  with  the  district's  goals.    Affirm  the  value  of 
continuous  training  for  everyone,  including  school  members,  in  improving 
education  in  your  district.  Include  a  statement  of  both  short  and  long  term 
goals  for  your  district's  professional  development. 

II.  Elements  to  Address  in  the  Policy  Framework:  Suggest  the  tasks  and 
criteria  which  need  to  be  covered,  reflecting  the  distinction  between  policy 
and  micromanagement  in  the  following  areas: 
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1.  Needs  assessment  process:  Which  aspects  of  professional 
development  will  produce  the  greatest  value-added?  How  will  you 
set  priorities? 

2.  Relationship  to  district  goals  and  individual  school's  School 
Improvement  Plans:  How  are  the  priorities  of  school  level 
development  plans  accommodated? 

3.  Consideration  of  contractual  issues 

4.  Establishment  of  Professional  Development  Committee:  How  will 
the  views  of  all  stakeholders  be  accommodated?  How  will  views 
of  underrepresented  groups  be  incorporated? 

5.  Procedures  for  documentation  for  state  recertification 

6.  Relationship  to  national  education  research  and  state  guidelines 

7.  Budgeting  considerations 

8.  Accountability:  Who  is  responsible  for  policy  implementation? 

9.  Procedure  for  assessment  of  the  effectiveness  of  the  plan:  How  will 
professional  development  trainers  become  acquainted  with  district 
and  school  needs,  culture,  and  policy  objectives? 

10.  Review  process:  How  will  you  know  the  policy  and  planning  are 
effective?   Will  periodic  progress  reports  be  requested? 

11.  Timeline  for  all  activities:  What  will  be  done  and  when? 

Avoiding  Micromanagement: 

There  are  some  areas  that  should  not  be  included  in  policy  guidelines  because 
they  interfere  with  the  roles  of  the  superintendent  and  other  district  professionals: 

1 .  How  the  needs  assessment  would  be  accomplished 

2.  Specific  professional  development  activities  or  workshops  by  topic  or 
trainer/facilitator 

3.  Identification    of  specific    individuals    who   should    serve   on   planning 
committees 
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INTENDED  IMPACT  AND  UNINTENDED  CONSEQUENCES 

OF  SCHOOL  REFORM  STRATEGIES: 

SYSTEMS  THINKING  FOR  POLICY  MAKERS 

SHERRY  IMMEDIATO,  Senior  Consultant  and  Director  of  K-12  Education 

Innovation  Associates,  Inc. 


THEME 

Systems  thinking  can  help  school  committees  anticipate  the  impact  ofdecisions. 
By  "putting  the  pieces  together  and  seeing  the  whole,"  policy  makers  can  break 
vicious  cycles  of  quick  fixes  and  unintended  consequences.  When  less  time  and 
energy  is  spent  on  correcting  symptoms  and  controlling  damage,  more  resources 
can  be  devoted  to  discerning  and  correcting  the  underlying  problems  that  require 
long  term  systems  changes. 

HIGHLIGHTS 

Peter  Senge  in  The  Fifth  Discipline  describes  the  five  disciplines  of  a  "learning 
organization:" 


THE  FIVE  DISCIPLINES  OF  A  LEARNING  ORGANIZATION 


Personal  Mastery:    Developing  capacity  to  clarify 

what  is  most  important  to  us,  and  to  achieve  it. 

Shared  Visioning:    Building  a  sense  of  commitment  in 

a  group  based  on  what  people  want  to  create. 

Mental  Modeling:    Developing  capacity  to  reflect  on 

our  internal  pictures  of  the  world  to  see  how  they 

shape  our  actions. 

Team  Learning:    Developing  capacity  for  collective 

intelligence. 

Systems  Thinking:    Developing  capacity  for  putting 

pieces  together  and  seeing  wholes. 


Chart  5 
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When  a  problem  or  crisis  arises  in  a  school  district,  there  is  pressure  exerted  on 
the  school  committee  and  the  administration  to  react  quickly.  Often  this  pressure 
does  not  give  the  decision  makers  adequate  time  to  consider  possible 
unintended  consequences  of  a  symptom-relieving  "quick  fix." 


ICEBERG  VIEW 


Events  (Crises) 


*  *  *  * 

*   ▼   * 

*        *    React 


*  Trends     *   Anticipate 

*     Patterns  * 
*  * 

*  *     Design 

*        Structure       * 

************************** 


Chart  6 


The  pressure,  also  makes  it  less  likely  that  the  school  committee  will  reflect  on 
the  underlying  causes  and  initiate  longer  term  processes  that  could  correct  the 
problem.  If  school  committees  only  see  the  "iceberg  view,"  they  can  become 
trapped  in  a  vicious  cycle. 
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SHIFTING  THE  BURDEN 
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Chart  7 

"Long  term  system  changes"  initially  take  more  time  than  the  "quick  fixes"  that 
are  too  often  employed.  The  short  term  loop  can  appear  to  be  easier  and 
cheaper,  but  often  the  ongoing  corrections  of  the  unanticipated  side  effects  can 
be  costly.  On  the  other  hand,  if  school  districts  can  become  more  skilled  at 
predicting  the  "side  effects"  of  their  decisions,  less  time  and  energy  may  be 
wasted  on  damage  control.  Sometimes  careful  selection  of  short  term  "symptom 
correcting  processes"  can  be  complimentary  to  the  longer  range  solutions  so  that 
the  immediate  efforts  are  not  counterproductive. 


IMPLICATIONS  -  SHIFTING  THE  BURDEN 


Often  overall  vision  is  not  clear;  the  goal 
is  relieving  pressure  and  feeling  better. 
Short  term  is  easy;  long-term  is  hard. 
Short-term  solutions  can  erode  long-term 
capability. 

Pay  attention  to  the  dependency  (short- 
term)  loop  as  you  strengthen  long-term 
capability. 


Chart  8 
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As  the  school  committee  becomes  consciously  less  dependent  on  the  short  term 
loop,  it  is  helpful  to  sustain  this  direction  through  questions  that  provide  "quality 
checks." 


ACTION  PLANNING  QUALITY  CHECKS 


List  actions  you  are  considering.    For  each  action: 

1 .  What  impact  are  we  trying  to  have  on  the 
system?   Are  we  likely  to? 

2.  Who  will  be  impacted  by  our  actions?   How 
will  we  involve  them? 

3.  What  are  the  possible  unintended 
consequences  of  our  actions? 

4.  What  are  the  long  term  consequences  of 
our  actions? 

5.  Do  our  actions  take  into  account  how  the 
system  resists  our  efforts  to  change  it? 


Chart  9 


"Shifting  the  burden"  through  applying  the  systems  thinking  mapping  tool  can 
help  school  committee  decision  making  and  policy  formation  become  more 
efficient  and  effective.  By  looking  at  the  big  picture  and  encouraging  long  term 
solutions  that  are  targeted  at  the  underlying  causes  of  problems,  school 
committees  can  move  their  districts  toward  becoming  "learning  organizations" 
that  are  better  able  to  meet  the  challenges  of  educational  reform. 
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SCHOOL  COMMITTEE  LEADERSHIP  FOR  SCHOOL  COUNCILS 

CHARLES  LAWRENCE  and  ALVAN  HYMAN 
Executives  on  Loan  to  Education  from  the  Polaroid  Corporation 

THEME 

School  committees  can  enhance  their  cooperation  and  collaboration  with  school 
councils  through  ongoing  dialogue  on  planning,  district  goals,  role  clarity  and 
responsibilities,  and  the  process  through  which  school  improvement  plans  will 
be  received,  reviewed,  and  approved. 

HIGHLIGHTS 

A.        Planning:    A  "Two-level"  Process 

With  the  institutionalization  of  school  councils,  there  may  be  a  need  for  a  two 
level  planning  process  involving  both  individual  schools  and  the  district. 

The  school  committee,  administration  and  school  councils  may  want  to  identify 
three  kinds  of  areas: 

1.  Areas  which  involve  District  Planning,  such  as: 

▼  district  core  values,  vision,  mission,  goals 

▼  systemwide  core  curriculum  revision  and  adoption  process 

▼  district  policy  formation 

2.  Areas  which  involve  School-Based  Planning,  such  as: 

▼  school  needs  assessment 

t         non-core  curriculum  initiatives 

▼  parent  involvement 

3.  Areas  which  involve  Twofold  Planning,  such  as: 

▼  professional  development  to  meet  district  and  school  needs 
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▼  discipline  policies  and  procedures 

▼  student  assessment 

▼  technology  planning 

B.        Establishing  District  Goals 

School  councils  are  more  likely  to  be  effective  in  improving  education  in  the 
school  when  their  goals  and  improvement  plans  are  aligned  with  district  goals. 
Through  its  leadership  role,  the  school  committee  has  the  opportunity  to  develop 
an  "ideals  framework"  which  includes  the  district's  values,  vision,  mission,  and 
goals.  This  framework  provides  the  broad  parameters  within  which  school 
councils  can  establish  their  own  missions  and  goals. 

To  insure  an  ongoing  alignment  of  district  and  school  goals,  school  committees 
can  establish  a  dialogue  process.  There  are  several  ways  districts  have  initiated 
and  maintained  these  alignment  discussions: 

▼  Provide  training  sessions  for  school  councils   at  which   school 
committee  liaisons  participate. 

▼  Establish  a  districtwide  steering  committee  with  representatives 
from  school  councils,  administration,  and  the  school  committee. 

▼  Share     minutes     from     school     council     meetings     with     the 
superintendent  and  school  committee. 

▼  Provide  periodic  updates  from  principals  or  council  co-chairs  to  the 
superintendent  and  school  committee  members. 

t         Coordinate  periodic  school  committee  attendance  at  school  council 
meetings. 

▼  Appoint  school  council  liaisons  to  district  wide  planning  initiatives. 

C.        Clarifying  Roles  and  Responsibilities 

In  the  process  of  developing  this  framework,  the  school  committee  also  has  the 
opportunity  to  engage  school  councils  in  discussion  and  clarification  of  the 
mutual  expectations  of  the  committee  and  school  councils.  Through  this 
dialogue,  potential  misunderstandings  or  problems  can  be  anticipated  and 
diffused.    Developing  open  and  collegial  communication  between  committees 
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and  school  councils  through  this  process  can  help  to  build  a  climate  of  trust  and 
collaboration  that  will  contribute  to  strengthening  education  district-wide. 

D.        Receiving,  Reviewing,  and  Approving  School  Improvement  Plans 

School  committees,  in  this  first  year  of  Education  Reform,  may  want  to  be 
especially  supportive  of  school  councils  as  they  bring  their  plans  to  the 
committee  for  approval.  Teachers,  parents,  students,  administrators,  and 
community  representatives  on  councils  have  worked  under  a  tight  time  frame. 
Most  councils  appear  to  be  putting  considerable  effort  and  thought  into  their 
plans  and  to  be  conscientiously  involving  the  larger  school  community  in  their 
needs  assessment  and  decision  making  process.  On  the  other  hand,  councils 
may  not  have  had  prior  experience  with  this  form  of  participatory  planning.  As 
a  result,  school  committees  are  encouraged  to  be  supportive  of  councils  as  they 
present  their  plans  and  to  provide  them  with  "successes"  wherever  possible. 

In  preparation  for  the  approval  process,  school  committees  may  want  to 
communicate  their  expectations  in  order  to  help  school  councils  anticipate  these 
expectations  and  to  ensure  that  the  process  is  positive  and  productive  for  the 
councils.  School  committees  may  want  to  provide  information  in  areas  such  as: 

▼  formats  for  the  school  improvement  plans 

▼  timelines 

▼  presentation  procedure 

▼  budget  implications  that  may  be  raised  by  items  in  the  plans 

E.        Implementation  of  School  plans 

School  committees  have  a  responsibility  to  hold  schools  accountable  for  their 
school  improvement  plans.  There  are  several  approaches  they  may  want  to  take 
as  they  monitor  the  impact  of  plans: 

▼  Request  written   or  in-person   updates   from  councils   on  their 
progress  in  implementing  their  plans. 

▼  Request  "Action  Plan  Charts"  from  school  councils  that  indicate  the 
timelines  for  activities  and  the  individuals  with  lead  responsibility. 
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The  following  charts  may  be  helpful  tools  for  school  committees: 


ACTION  PLAN  CHART 


Action/Activity 

Date 

Resources  Required 

Who  Responsible 

Assessment 

Chart  10 

DISTRICTWIDE  SCHOOL  IMPROVEMENT  PLAN  TIMELINE 


SIP 
TIMELINE 

SepUOct. 

Nov./Dec. 

Jan./Feb. 

Mar./Apr. 

May/June 

School  A 
Initiatives 

School  B    . 
Initiatives 

School  C 
Initiatives 

Chart  11 
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PANEL  DISCUSSION  ON  SCHOOL  COMMITTEE  LEADERSHIP 

LEN  PETERS,  Hull 

EILEEN  TERRILL,  Shrewsbury 

ROBIN  D'ANTONA,  Reading 

School  committee  members  were  invited  to  share  information  on  approaches 
their  committees  have  been  taking  to  providing  leadership  to  school  councils 
during  the  first  six  months  following  the  enactment  of  the  Education  Reform  Act. 

Leonard  Peters,  Hull  School  Committee 

▼  Hull  has  developed  a  district  mission,  core  values  and  goals  to 
provide  guidelines  for  its  school  councils. 

▼  The  emphasis  during  the  first  year  was  on  having  school  councils 
learn  about  their  individual  schools  and  the  district. 

▼  The  school  committee  chair,  vice  chair  and  superintendent  provided 
a  series  of  seminars  for  school  council  members  on  the  budget 
process.  School  council  representatives  also  attended  finance 
committee  and  school  committee  meetings  to  deepen  their 
understanding  of  the  budget. 

▼  A  system-wide  School  Council  was  instituted  to  provide  continuity, 
collaboration  and  coordination  among  the  administration,  school 
committee  and  school  councils  so  that  "everyone  is  on  the  same 
page." 

Eileen  Terrill,  Shrewsbury  School  Committee 

▼  Shrewsbury  is  in  the  fifth  year  of  a  five  year  district  plan.  It  has 
been  involved  with  school-based  management  and  school  councils 
prior  to  the  recent  educational  reform  legislation. 

▼  Three  percent  of  the  school  budget  is  allocated  as  discretionary 
funds  for  school-based  initiatives  developed  for  school 
improvement  plans. 

▼  School  councils  and  the  school  committee  are  continuing  to 
address  the  need  for  clarification  of  roles  and  responsibilities. 

▼  Training  of  school  councils  remains  a  priority  and  is  supported 
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through  a  consultant  for  each  school. 

▼  Next  year,  this  year's  school  council  initiatives  will  be  fed  into  the 
district  budget  process. 

Robin  D'Antona,  Reading  School  Committee 

▼  The  Reading  School  Committee  has  set  up  "round  table" 
discussions  with  the  principals  and  representatives  of  the  school 
councils.  This  practice  has  set  the  groundwork  for  open 
communication  and  established  the  expectation  of  ongoing 
dialogue. 

▼  The  school  councils  have  received  training  in  the  development  of 
their  school  improvement  plans. 

▼  School  council  members  were  invited  to  a  dinner  meeting  with  the 
school  committee  at  which  a  consultant  made  a  presentation  on 
student  assessment. 

▼  The  school  committee  is  working  to  achieve  a  balance  in  its 
concept  of  its  role  in  relation  to  the  school  councils.  Members 
differ  in  their  belief  about  setting  expectations  and  direction  for 
councils  and  remaining  uninvolved  in  council's  processes. 
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THE  PUZZLE  OF  ACCOUNTABILITY 

RICHARD  ELMORE,  Professor 
Harvard  Graduate  School  of  Education 

THEME 

As  school  committees  reflect  on  external  and  internal  accountability,  they  need 
to  decide  who  will  be  accountable  for  what? 

HIGHLIGHTS 

I.  Background:         Reconciling     School-Based     Management     with 

Centralized  Responsibility 

The  school  committee's  external  accountability  is  to  the  electorate.  School 
committees  need  to  consider  how  best  to  represent  the  interests  of  the  public 
and  engage  the  community  in  dialogue  about  educational  goals  and  priorities. 
The  school-based  management  component  of  educational  reform  provides  for 
greater  autonomy  through  principals  and  school  councils.  The  challenge  is  to 
reconcile  school-based  management  with  centralized  responsibility.  Internal 
accountability  requires  that  we  clarify  who  will  be  responsible  for  what  results. 

Formerly,  school  cultures  included  expectations  that  the  school  would  have  some 
degree  of  autonomy  as  long  as  they  "acted  according  to  the  rules  and  did  not  get 
into  the  newspapers."  There  is  a  growing  recognition  that  mere  compliance 
without  learning  is  ineffective.  The  emergence  of  statewide  standards  for 
performance  will  put  more  stress  at  the  point  of  delivery.  The  individual  school 
will  be  accountable  for  student  results.  This  signals  a  shift  from  school  districts 
as  input  and  rule  dominated  systems  to  performance  dominated  systems. 

Education  is  a  system  in  transition.  The  stakes  are  high  because  the  public 
schools  are  perceived  as  being  "bogged  down"  and  "not  able  to  see  the  forest 
for  the  trees."  School  committees  will  feel  the  pressure  of  more  accountability 
in  a  system  that  is  based  on  the  unit's,  the  individual  student's,  and  the  school's 
performance.  Success  of  the  whole  depends  on  the  success  of  the  smallest 
unit. 
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During  this  transition  period,  school  committees  are  redefining  their  roles,  which 
results  in  tension  between  what  we  customarily  do  and  what  we  should  do  in 
response  to  the  letter  and  spirit  of  educational  reform.  It  is  helpful  to  reflect  on 
this  tension  between  what  we  would  do  and  what  we  should  do. 

II.        Exercises 

School  committees  need  to  operate  according  to  principles  which  are 
consistent  with   the  letter  and  the  spirit  of  educational    reform.      By 

responding  to  issues  posed  in  the  case  studies,  school  committee  participants 
identified  general  principles  which  can  help  to  clarify  the  school  committee  role 
under  educational  reform. 

PROBLEM  1:   "You  Won't  Teach  That  Stuff  In  Our  School" 

How  should  the  school  committee  respond  when  an  individual  or  group  registers 
a  complaint  about  a  component  of  the  curriculum? 

Principle  A:  The  school  committee  needs  to  establish  an  inclusionary, 
representative  process  by  which  curriculum  is  researched,  reviewed,  selected, 
implemented,  and  evaluated.  The  spirit  of  educational  reform  suggests  that  the 
school  committee's  role  is  to  insure  that  representatives  from  the  community, 
teaching  staff,  and  administration  are  involved  in  the  process.  It  is  not 
recommended  that  the  school  committee  micromanage  by  becoming  involved  in 
a  dispute  over  a  specific  program.  Rather,  it  should  ask:  "How  was  the  decision 
made  and  by  whom?" 

Principle  B:  The  school  committee  has  a  responsibility  to  educate  the  public 
as  to  how  they  can  have  "fair  access  to  the  process."  The  school  committee's 
role  is  to  be  the  custodian  of  process. 

PROBLEM  2:   "Restoring  Ahern  High  School's  Proud  Tradition" 

How  should  the  school  committee  respond  if  an  individual  council  member  is 
concerned  that  a  school  council  is  not  functioning  properly? 
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Principle  A:  The  school  committee  can  initiate  collaborative  dialogue  with 
school  councils  to  define  parameters  of  "good  practice."  The  school  committee 
is  also  responsible  for  providing  the  school  councils  with  training. 

Principle  B:  The  school  committee  can  establish  communication  processes  to 
monitor  progress.  Ultimately,  the  principal  is  accountable  to  the  superintendent, 
and,  in  turn,  the  superintendent  is  accountable  to  the  school  committee  for  the 
overall  effectiveness  of  the  school  councils. 

Principle  C:  Individuals  with  problems  should  be  referred  to  the  person  within 
the  system  closest  to  the  problem.  In  this  case,  the  council  member  first  needs 
to  raise  the  concern  with  the  principal  and  the  school  council  membership.  If  the 
issue  is  not  resolved,  the  individual  may  want  to  discuss  it  with  the 
superintendent. 

PROBLEM  3:   "No  More  Fancy  Lunches  At  The  Marriott" 

How  should  the  school  committee  respond  to  a  complaint  that  district 
professional  development  funds  are  being  wasted  on  "things  that  don't  matter." 

Principle  A:  The  school  committee,  as  the  custodian  of  process,  needs  to 
support  decisions  about  professional  development  activities  that  are  made 
through  a  broad-based,  participatory  process  and  that  reinforce  district  goals. 

Principle  B:  The  school  committee  can  help  educate  the  public  about  the 
connection  between  professional  development  and  achievement  of  the  district's 
mission  and  goals.  This  type  of  issue  presents  an  opportunity  to  enhance  the 
public's  understanding  that  the  "ideals  framework"  of  the  district  was  developed 
with  input  from  the  community  and  reflects  the  core  educational  values  of  the 
community.  When  individuals  or  groups  take  issue  with  a  program,  policy  or 
procedure,  the  school  committee  and  administration  consistently  need  to  support 
decisions  which  reflect  the  district's  ideals  framework.  In  this  way,  the  school 
committee  is  fulfilling  its  responsibility  as  the  guardian  of  district  ideals  and 
goals. 

Principle  C:  The  school  committee  has  a  responsibility  to  orient  the 
superintendent  on  the  community's  fiscal  expectations  and  norms.  This  ongoing 
communication  process  may  help  avoid  unnecessary  conflicts  and  public 
relations  crises  that  can  divert  time,  energy  and  resources  away  from  the 
district's  priority  issues  and  activities. 
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III. 


Levers  for  School  Improvement 


The  school  committee  can  use  everyday  activities  and  its  role  as  custodian 
of  process  as  levers  for  furthering  educational  reform  within  the  district. 

The  school  district  is  a  highly  complex,  service  intensive  industry.  The  delivery 
system  is  complicated  because  it  is  dependent  on  a  web  of  relationships.  The 
challenge  is  to  help  the  school  community  to  work  together  effectively.  The 
same  event  or  issue  has  different  meaning  for  different  individuals  and  groups 
within  the  district.  Since  each  sees  the  event  or  issue  within  a  different  context, 
we  need  to  facilitate  people  getting  together  to  decide  what  is  "good  practice." 

Variability  is  one  of  the  characteristics  of  the  system.  It  can  also  be  one  of  the 
system's  strengths.  For  example,  school  councils  can  have  constructive  or 
destructive  variability  in  their  initiatives.  The  school  committee  needs  to  work 
collaboratively  with  the  school  councils  to  define  the  zone  of  tolerance  and  then 
establish  the  broad  parameters  that  are  consistent  with  district  goals  and  ideals. 

Since  variability  can  lead  to  effectiveness  with  the  smallest  unit,  the  school  and 
students,  it  is  important  that  there  be  limits  in  our  zeal  for  conformity. 
Variability  within  the  consensual  zone  of  tolerance  can  breed  good  practice 
which  can  then  be  modelled  and  learned  by  others. 

Global  perspectives  and  understandings  will  help  us  determine  "who  will  be 
accountable  for  what."  The  school  committee  needs  to  continually  ask  the  "big 
picture"  questions. 


VISION  and  STRATEGY  "> 

Where  do  we  want  to  be  in 

5  years,  "10  years? 

How  do  we  best  work  towards  our  goals? 

How  will  we  know  if  we  are  achieving 

our  goals? 


INPUT 

Are  the  inputs  adequate 
and  equally  distributed? 


PROCESS 

Is  the  process  fair  and  in 
compliance  with  district? 


PERFORMANCE 

What  is  the  standard  by  which 

we  measure? 

How  do  we  know  what  is  a  good  result? 
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What  "value"  can  the  school  committee  lend  to  the  system?  We  need  to 
recognize  that  some  things  will  never  change.  We  should  focus  energy  on  those 
areas  where  we  have  a  comparative  advantage  and  potential  for  supporting 
constructive  change. 

The  strategic  leverage  of  the  school  committee  rests  in: 

▼  promoting  the  "big  picture"  through  strategic  planning 

▼  looking  at  the  overall  performance  of  the  system  and  assessing  if 
things  are  getting  better 

▼  empowering  the  superintendent,  school  personnel  and  parents  to 
work  toward  improvement 

▼  "getting  out  of  the  way"  by  refraining  from  meddling  and 
micromanaging 

▼  maintaining  our  role  as  custodians  of  the  process 

▼  representing  large  public  and  overall  student  interests  rather  than 
our 

personal  agendas  or  the  interests  of  factions 

▼  helping  the  superintendent  remain  focussed  on  educational  reform 
and  community  needs 

School  committees  can  identify  strategic  levers  by: 

1.  Looking  at  the  mundane  things  they  have  to  do. 

2.  Discerning  how  the  school  committee  can  serve  the  broader  ends  of 
educational  reform  through  these  routine  activities. 

Example  A:   Collective  Bargaining 

▼  School  committee  members  can  promote  non-adversarial  problem 
solving  rather  than  the  traditional  process  of  collective  bargaining. 

t  Committees  can  explore  issues  that  effect  the  lives  of  teachers  but 
are  rarely  addressed  in  contract  negotiations.  For  example, 
educational  reform  demands  more  participation  by  teachers  in  the 
decision  making  of  the  school.  How  can  we  support  the 
commitment  of  the  teaching  staff  by  providing  the  extra  time 
necessary  for  training  and  active  involvement  in  governance? 
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▼  Contracts  may  become  increasing  impediments  to  moving  toward 
a  performance/learning  outcome  emphasis.  How  can  we  engage 
teachers  cooperatively  and  collaboratively  in  dialogues  about  these 
issues? 

Example  B:   Superintendent's  Contract 

▼  School  committees  need  to  clarify  roles  under  educational  reform 
and  commit  to  setting  the  broad  vision  and  strategies  rather  than 
micromanaging. 

▼  Committees  can  establish  an  agreement  as  to  how  they  will 
monitor  the  system  and  respond  only  when  there  is  a  "break 
down."  What  school  committee  interventions  are  consistent  with 
the  spirit  and  letter  of  educational  reform? 

▼  Committees  need  to  describe  the  performance  results  upon  which 
the  superintendent  will  be  evaluated.  They  can  then  develop  a 
process  for  evaluation  which  promotes  reflection,  dialogue,  and  the 
expectation  of  continual  improvement. 

▼  The  underlying  issues  of  open  communication,  trust,  and 
understanding  of  the  norms  of  the  community  should  be  part  of  the 
ongoing  dialogue.  The  school  committee  needs  to  establish  a 
relationship  with  the  superintendent  that  allows  him/her  to  feel 
secure  asking  committee  members  for  advice  and  feedback.  The 
school  committee  needs  to  ask  for  and  value  the  superintendent's 
input  on  what  is  "good"  curriculum,  staff  development,  assessment, 
and  educational  practice. 

t  An  increase  emphasis  on  performance  should  not  increase  the 
blaming  and  complaining.  A  tone  of  trust,  with  emphasis  on  non- 
adversarial  problem  solving,  cooperation  and  collaboration,  should 
pervade  the  ongoing  dialogue  on  expectations  and  responsibilities. 

In  addition  to  the  lever  of  promoting  educational  reform  through  routine  activities, 
there  is  also  a  leverage  point  through  the  school  committee's  role  as  custodian 
of  process.  It  is  the  Committee's  responsibility  to  send  clear  signals  to  the  public 
and  the  system  that  the  school  committee  is  not  in  the  business  of  "fixing" 
things.  In  public  meetings  and  in  individuals'  private  reflections  on  good  practice, 
the  following  questions  need  to  be  asked: 
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T 


What  is  the  underlying,  systemic  problem  of  which  this  "crises 
event"  is  merely  a  symptom? 


▼  What  is  my  proper  relationship  to  the  person  who  is  responsible 
for  addressing  the  issue? 

▼  How  do  I  help  the  person  with  a  problem  to  gain  fair  access  to  the 
system? 
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